useful to the varied readers whose worlds may be very similar or very different. We hope that sharing our experience at the University of Washington will provide some new ways of thinking about instructional development issues and/or enable you to select some ideas which could be modified for your own use. We will rely on you to make the links or applications appropriate for your particular institution.
BASIC ASSUMPTIONS UNDERLYING CIDR's INSTRUCTIONAL DEVELOPMENT PROGRAM Must Reflect Culture and Values of Institution
To begin with, our Center for Instructional Development and Research (CIDR) operates on the basis of two very obvious, but often overlooked, assumptions about instructional and 66 faculty development. First, we believe that an effective instructional faculty and development program must reflect the culture and values of the institution in which it resides. In our particular instance that means that we must work with instructors (3,500 faculty and 1,000 graduate teaching assistants) who are dedicated, in addition to teaching, to producing a very high quality of research in every discipline. The University of Washington has consistently placed among the top five institutions in the nation in the amount of federal research monies received. We are the largest research institution in the Northwest which includes the states of Oregon, Montana, Idaho, Northern California, and Alaska. Thus, this means that research dominates faculty interests and therefore attention given to teaching must be discipline-oriented and require only a limited investment of time from the individual faculty member or department. It means also that CIDR must carry on research itself in order to be credible in the eyes of its clients (the professors and instructors in each of the departments).
Organizationally, the University is hierarchical yet at the same time democratic and dependent on faculty agreement in many areas. The departments themselves, some 90 of them, are very autonomous, led by chairs, who, working with the various deans, have final authority. At the same time, faculty members (both individually and collectively) exert substantial influence on most decisions. Our administrators are dedicated primarily to responding to what the professors of this large institution desire. While central administration is very supportive of improvement of instruction, there are no central decrees from which CIDR can obtain authority. This means that CIDR must become, on its own merits, an invaluable resource to individual faculty members and department chairs since using our services is not required of anyone.
Must Help Faculty
Our second basic assumption about an instructional and faculty development program is that it ought to help people. While this comment usually brings a "guffaw" and "well, obviously," we would suggest that some faculty development programs do not do so on a practical day-to-day basis. Our goal is to make a measurable difference in the daily teaching lives of our instructors, which results in our being extremely applied problem solvers. We do what faculty ask us to do; we attempt to solve the instructional problems that cause them the most frustration. Only after that do we attempt to attack other instructional issues. For example, we may be asked to assist an instructor who has received student evaluations indicating that she is perceived to be disorganized. She is certain it is because of her lectures. We interview students who describe her written assignments as confusing. She is not convinced so we videotape and work with her on improving her lecture until she is satisfied with her performance. Only after that do we assist in restructuring her written assignments. We believe instructors must "own" their instructional improvement efforts. We help them with issues they perceive to be important. We provide services that our clients want.
This suggests that CIDR must devise ways of using the "currency" which is of greatest value to faculty. We are forced, therefore, to look for other incentives. Our university does not provide release time, instructional development leaves, or instructional mini-grants for our instructors. We try to enable faculty to save time, procure positive student evaluations, obtain positive tenure and promotion decisions, etc. We operate on the basis of offering these items as incentives for faculty improvement efforts.
GOALS OF THE CENTER FOR INSTRUCTIONAL DEVELOPMENT AND RESEARCH
Given these two basic assumptions we have developed what we call a discipline-specific philosophy. CIDR staff believe in the integrity of subject matter. We believe that the way academics stimulate inquiry, generate knowledge and present understanding is greatly influenced by a discipline. The responsibilities of Center personnel are to act as catalysts to stimulate departments to undertake instructional improvement efforts. Center staff work together to provide services, to conduct research projects on learning and teaching, and to publish materials on instructional improvement in order to assist departments in their efforts.
The primary purpose of the Center of Instructional Development and Research is to encourage and support improvement of teaching and learning at the University of Washington. Representing a part of the University's commitment to excellence in teaching, the Center operates as an active instructional resource clearinghouse to provide comprehensive assistance to the teaching scholars of this institution.
CIDR AS A SMALL SERVICE FIRM
Given this basic philosophy and the Center's goal, we soon realized that we were primarily a service organization. In fact, we began to see ourselves as a small service firm in the midst of an enormous institution. This led us to look at other service firms from which we might borrow some ideas while being constantly vigilant about reflecting the values and culture of our institution. In reviewing service firm literature, we became interested in a number of ideas which seemed very appropriate to adopt. According to the experts, some of the keys to successful service firms are:
1. The service must meet the specific needs of potential customers. 2. Effective service depends on the quality of the face-to-face encounters between customers and employees of the firm. 3. A successful service firm is highly visible. 4. Successful service firms systematically monitor customer satisfaction. These ideas guided our evolution over the last two and a half years and permeate our organizational structure, staffing, and decision making.
Meeting the Needs of Clients
To begin with, we have always been customer-oriented. We see our customers or clients as all instructors at the University of Washington, which includes graduate teaching assistants, instructors, lecturers, teaching associates and professors of all ranks. We wanted to focus on what they wanted or needed in terms of instructional assistance. To identify ,.what that was, we began by interviewing a wide range of university personnel -representatives of all the instructional staff, deans, department chairs, provosts and others-as to what each one felt an organization such as ours could offer the instructional staff of a major research university. Every interview brought us new insights and new information, which finally resulted in the development of a wide range of CIDR services. It also taught us the value of being out in the departments all the time rather than expecting people to come to the Center.
The Director for Instructional Development attempts to call on the chairs of all departments on campus every two years to determine what instructional needs exist at the depart. mental level. To facilitate that interview, we developed a Departmental Instructional Profile, which has become an invaluable tool for assessing those needs and for establishing an instructional activity data base for the campus. Our current form is displayed in Appendix A.
The Departmental Instructional Profile attempts to describe a department solely on the basis of instructional dimensions. The Center staff collects available instructional data regarding class size, number of majors, ratio of instructors to students, student rating means by in~tructor rank, recognition of teaching excellence, number of student course drops, grade distributions, existence of curriculum committees, distinguished teaching recipients, etc. as indicated on the form. This allows the Director for Instructional Development to identify with the department chairperson those aspects of instruction in which the , department takes great pride and can share with the rest of the ' university community. It is also an opportunity to determine those aspects of the instructional product where the chairperson feels additional work is required. This information is then brought back to an Instructional Development Specialist in the Center who identifies which staff member can most ably assist the department given whatever need has been suggested.
When the Center assists entire departments, a workshop and/or research project is designed for that specific discipline. For example, if a number of faculty in a department are con· cerned about teaching students to think critically, they may request that Center staff present a workshop on student pro· blem solving in that particular discipline. Sometimes depart· ; ' ments have courses that are creating difficulties for them. They j may request research assistance to make recommendations for restructuring the courses. In all instances, the Center attempts ! to tailor the workshops or research projects for that specific ,,•., department. All presentations from CIDR staff require exten· , sive preassessment with department representatives. Specific , , h examples from the discipline are utilized in all cases. Given CIDR's discipline specific philosophy, we do not offer generic workshops.
An additional tool we have developed which has become very useful to us is an Instructional Interest Inventory with separate forms for instructors and for graduate teaching assistants. Departments can either administer the inventory to their own faculty or have it administered by CIDR. It is displayed in Appendix B. In this way we can identify the major needs of individuals and departments in terms of instructional improvement. Again, this infomiation is given to the staff person who is working with the specific department for follow-up.
On the basis of the Instructional Interest Inventories, we are working toward creating a comprehensive instructional data base so that any instructor may come to CIDR, sit down at one of our micro-computers, respond to the Instructional Interest Inventory and procure a printout which will tell him or her what instructional improvement resources are available on campus. For example, if an instructor is interested in learning how to lead discussions more effectively, we would anticipate that the printout would provide a list of printed material available in CIDR, a list of media dealing with leading discussions including video and/or audio tapes, and instances in the university community where professors are particularly effective at leading discussion and are willing to be observed. Once that data is available to an instructor, then it can be used on an individual basis for a CIDR consultation.
Some instructors have special needs such as the use of computers in their teaching. For these reasons the Center maintains a microcomputer laboratory with workstations fully equipped with graphics, interactive videodiscs, and extensive networking capabilities to enable instructors to integrate computers into their instruction. Again Center staff work on an individual basis to assist instructors to develop specific computer applications useful for the teaching of their particular discipline.
Creating The Service Encounter-CIDR Staff and Instructors
As other service firms report, effective service depends on the quality of the face-to-face encounters between clients and employees. We are a people-to-people operation, and the countless interactions between staff and clients must, for the most part, go unmonitored by the Directors. From support staff to consultants, to student assistants, to directors, we stress that every encounter determines whether or not that person returns to the Center or recommends that others seek our services. When a phone call comes into our Center, it is answered by our most knowledgeable person who is able to assist the caller immediately, log the request, make the referral and check on follow-up. Every call is returned as soon as possible. A biweekly staff meeting of our 21 part and full time members is dedicated to status reports, requests for contacts, evaluation of ideas for various projects, etc., with the primary goal of keeping everyone advised of what is happening on the various projects so that all can be active marketers for the Center. All staff represent the Center, and they must be effective in explaining to others the philosophy, goals, and specific projects undertaken by CIDR.
Staff members are given extensive training in consulting skills because a great deal of time is spent in consultation. For example, a faculty member may be concerned about his/her approach to lecturing or discussion, or an instructor may want help interpreting a set of student ratings that he/she has received. In any of these cases, Center staff consult with the instructor to determine the particular needs and choose an appropriate form of assistance. In some instances, the faculty member may be given written material from the CIDR library referencing a collection of articles, conference papers, and technical reports on all aspects of effective teaching and educational research in higher education. The library is maintained as a center resource, open to all faculty and T A's.
In other instances, the faculty member may prefer videotape consultation. Another popular service requested by individual faculty members is a type of class interview called the small group instructional diagnosis (SGID). This process uses small group discussion in the middle of the quarter to elicit feedback from students.
In some cases, consulting is a matter of providing assistance in developing course syllabi or writing assignments and exams. Whatever the approach, all faculty consultations are customized for the individual instructors and in the end, our entire operation rests in the hands of the staff who sit down with individual instructors to create and deliver any instructional service. This service encounter determines the acceptance of and implementation of instructional change.
Establishing High Visibility
A successful service firm is extremely visible. We have worked diligently to become visible. Using interviews, brochures, and customized stationery, we have sought to make our logo and services recognizable throughout the campus. We have exerted a concerted effort to mark everything going out of the office with a highly recognizable coversheet. All reports, requests for evaluation, and other materials are packaged in distinctive CIDR covers and packets. We have produced an extensive but easily readable Annual Report each year which we have distributed to all Deans and Department Chairs.
Many of the instructional efforts of the Center require resource materials that are not readily available. Consequently, the Center is engaged in producing specialized publications, videotapes, and other media for these purposes. For instance, CIDR has produced publications to assist faculty and graduate teaching assistants in interpreting student ratings. Center staff also revised and published Mentor, the University handbook for graduate teaching assistants. Recent Center videotapes include "Distinguished Teachers on Teaching" and "The Role of the Graduate Teaching Assistant." Each of these is packaged in highly recognizable CIDR labels. We have developed brochures and widely advertised their availability.
We send numerous specifically targeted mailings each year. We attempt to address all instructors individually rather than rely on general university-wide service announcements. Besides targeting by individual scholar/teacher and departments, we also focus on new faculty and international teaching assistants as special need groups.
While it is difficult to measure the impact of these efforts, we have experienced a significant change in peoples' awareness of the existence of the Center. No longer do we hear the question, "What is CIDR ?" We are constantly adding new faculty and graduate students to our client lists and receive referrals from Deans who have read our Annual Report.
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To Improve the Academy Monitoring Client Satisfaction
We ask "users" of any and all of our services, whether an individual or a department, to assess their satisfaction with CIDR services. Included in Appendix C are two evaluation instruments we have found useful. Compulsively, we gather such feedback, analyze it, and modify our services accordingly. We believe that our instructors know best what kinds of help will be most beneficial to them. In turn, we are constantly providing them with a range of CIDR service options from which to choose.
CIDR's INSTRUCTIONAL IMPROVEMENT MODEL
Our small service firm approach has provided us with an operations plan for enabling the Center to offer valuable, clientcentered services. Our goal is to assist instructors and departments to improve the quality of undergraduate education at the University of Washington. As diagrammed below, in all situations, we attempt to analyze instructional needs, provide alternatives, assist with implementation strategies, and assess results. We never lose sight of the importance of meeting needs of clients, providing quality consultation in our service encounters, attempting to be highly visible, and monitoring client satisfaction in order to modify the services we offer.
CIDR staff attempts to act as catalysts for instructional improvement but only in partnership with instructors who are teaching specific disciplines. We believe that we know a lot about teaching, but we do not know more about teaching chemistry, for instance, than chemistry professors do. We can assist them in that task and that is our overall goal.
At this point, we've given two-and-a-half years of our lives to this project. We know we have made a difference at the University of Washington, and we are committed to our service firm orientation. Our clients come from referrals, and the number of repeat consultations is extremely high. We are convinced that our instructors want to be effective in the classroom and that they will accept our assistance if it comes in ways which they can effectively use without their involvement requiring excessive time commitments. We know that the particular design and operation of our Center works at our institution. We hope that it will provide some ideas useful for your efforts in your institution. 
